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EFFECTIVE UTILIZATION OF FSYCHOLOGICAL SERVICES
IR CIA

1. Ihe Exchlen

An inereasing mumber of programs utiliszing the prefessional skills of
psyehologists arc being developed in the variocus Agency compoments, Follouw
ing iz & partisl st of specific ineldents that bave cecurred within the
past three or four months which 1llustrate the danger that developeent of
independent psychologioal services in the Ageney will lead to duplication
of effort, muitiing interference witl each other's programs, and confusion
in the minds of the conmumers: AR

A, TB had started independently a soreening program in[ |
without avalling themselves of professional advice, FE later ro-
quested the O0ffice of Tralning for a survey of thiz progrem, which
mhd in OIR sending a two-man survey team of trained psychologists

L ey

- B, IE had initdated the use of a completely umiried intelld~
gence tent for sereeningy pwposes in ancther ares,

C. EE has been having a loeal psychologist, foreigneborn znd
foreign-trained, doing assessments in the fleld, FE has now re~
quested that we try to p \ psychologiat, | I
wvith period of residence

D, An zseessment program conducted by a psychologlst on the
Assessment end Fwaination Staff but independent of amy eontrol of
this Staff bas been condueted in TE, This program has resently
besn diseontirmed,

E, 758 bas iIndicated an intersst ir procuring s consmlting
peyshologiat to work on the screaning of Indigencus persompel, a
problem very closely related to the interest of the staff already
sboard in issessment and Fwaluation,

¥, Comremmiesations has an independent progran of p»mholofx-—
cal testing comeerning which the A & E Staff has only limited in-
formation,

G, A& E has recently received a call from an EE represcnios
tive vho is concerned with the problem of uasing tests in thelwy
orgsnization,

H, The Madleal Office hana reeently hired a peychologist to
assiet the Psychiatrie Division,

I, The possibility has arisen that psychologlcal testdng done
in Persomnel will owerlap with thet already being eondueted by 4 & E,
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J. The problem of the role of pasyehology and psychlatry in
the m/»;mng of defectors is being studied by Chief, FI/RQM, in
the ID/P,

X. /0 has approached the A & E Staff for assistance in desl-
ing with defeetors, ,

L. A& recent proposal by the Medioal Office to have a temm of
payehiatrists wesoss indigenous persomnel for operating purposes has
recently besn prepesed, It is upders hatk thls pest has boen

OO

B

¥, At wricus times, such offices as SR have attempted to pro-
cuwre psychelogist: for thelr use in sssessment and sereaning progrars,

¥. Oraphology has been and perhaps is being employed as an aid
to selection of indigencus perscomel,

This st amply indiestes the intersst in the uss of pzychologisal tech-
nigues, tut it also shows cleerly the need for the development of & clear Ageney
polisy coneeming the use of peyehologists snd their relationships to opersticnal
and rrofesgional peopls in the Agemey,

1, These polisiss be adopleds

s. Peyobological services be concemtrated in a single fé‘ﬁ £
staff Prom which personnel can be rotated to provide services
ss neecded,

b, Agenmey , be subject to profossional review and
sontrel whkem (1) tests or other techmigues in vhich psyeholo-
glsts bave speeisl competemoe are used; (2) where psychologieal
serviges are contemplated for the kind of programs alrveady in
existence in the Agency, €.g., asseézmont,

e. Payahelogim pervices Le papwidéﬁ Ageuey parséonil -on
an sdvisawy Ensis, save for speeifie announced expeptions,

4, Peychologioal services be supported by a prmtiﬁam
oriented research program,

(1) If recommendstion A-ls, ; 12 rejested, the
ressarch program be assigned aig, vhere an organisa.-

tiongl eloment forsuch services already exlisis,
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2. These techniques be adopted:

&, A high-level commitiece, compareble to that used for -
review of projects, compoeed entirely of nan-professional [ g Ji
persomnel te estabiished to determine which Agemey problems Py

approved pamel of psychologleal consultants,

b, For as long as separate psychologicsl staffs and pro- \if j
grams exist, a committee be established with reprecentatives ? ‘L
af the formal psychologieal programs and chaired by a lay pere -~
son te imsure ecordination of psychologiesl services and the
Implementation of Agency rollecles comcerning them,

1. Payehologieal smervices should he extended overseas, by the
appointment of a peychologioal advisor to the senior or area repro-
sentative in cortain major areas,

&, A48 a trial of t}l; effogtiveness of this prnpoaa& i
peychological advisars be sppointed to Semior Reprcsen ¢ .
20a1AEA tive,[ ]| end Senfor Representative, | (These z 341.'5.8‘.'5.
advisors will not anly sdvise but perform certain psycholo-
gleal sarviees aveh s mssessaent.

2, Bepause of the speeial competence of peychologiste in the
sros of predfction, and becsuse of their major role in developing
assessment procedures in CIA, the 4 & E Staff, OFR, be granted the
major role in psychological assessment, _

a. It is clearly recognized that the psychiatrist
has eolupive Jurisdletion over the diagnosis and ingplie
cations of mentel 1llmess for Ageney problems, He also
plays a leading role where psychotherspy is concerned,
As zoom ap thiz question of memtal illness hes been ve-
solved in ihe negative, the wole of paychological assesse
ment cormes into play in predieting what the individual
will do wnder certain conditions, The relationship of
peychology anc pesychiatry in this ares should be & socpira=
tive cme, 1s a beglmming in developirg this relstiomship, S
1t 1s recommended that as the peyehiatric progra: 1= ¢ : TRy
to the point vhere sueh services oan be remdersd, a psychialrist ]
participate in the sssessment in the same place and at the
same time it is being condueted by the psychologist., Each
should make his independert recomnendation to the operstional
personnel concerned,

o 4 i o
AT ey
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b, To avold comfusion in the mindes of the comsumers, it
i recommended that the following prineiples be mmoumoed:

(1) Roferral involving special area of psychiatry
as defined lmmediately above should de made diyecily
to the Medical Office,

(2) Referrals involving sres of spesial psycholo-
glcal campetance as defined lmmediately sbove should be
raferred to the A & E Staff,

(3) Doubtful ceses should be referred to the A & ¥
Staff as in the bost position to soreen thew and as =z
mamm efmwiﬁaﬁlimﬁmtimarthepm
ehdlatrist,

3, ¥hile recomwndations of the pmyehologist are advisory, to
establish a vider basls for the rejection of such recormendations, all
isstances where amction te be taken iz contrary to them shall be reviewed
by the next hizher eshelon over the person charged with the deeision,

III,

Pyychology can be defined sz a sclemce "devoied 4o inercasins our
understgnding of man." 4s & profession, ite imowledge an® services can aid in
the soltion of a wide diversity of problems. It is this possibllity of wide
sprend gpplication which makes clearcut policies necessary comcerning use of
poycholggists in a ioular agsnay, Othervise, & coordinated progran dew
signed for the solution of major problems of the Agensy may never be developed;
bat psydhologiosl services will be frittered awey on needs of the moment rather
than ordented to¢ long-range, impertant goals,

There are three prineiples which are basie to the applicatic of PEY~
chologienl techmdques to practical problems in a speoific situations

1. Thers is a need for familiarisation with fgeney operation
and Ageney problems before these techniquer can be effectively
applied. Not only is there need for understanding of the individ-
ual as an individual, but also of the situmtion in vhich ke will
find himself, before thers is say possibility of making a predio-
tion what the individual will do, I% is pecple in a particular
setting, amd not psople in general, vhich the psyochologist is con-
carned vith when he applies his teolmiques,

2. There is need for constont research to suppert the pay-
ehologieal program, The problems in this field are so complex
that teelmiques designed for their solution mast be comstently
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evaluated to insure that they are eontributing to the Agenoy's
needn and protecting the individusl's welfare, Also, sharper
tools need to be developed for many of the problems on vhich
psyshologiste! advice 1s requested,

3, In selecting preblems to be siudisd, there is need for
close coordication with management, In general, wansgement should
ammmmmarmmtmmmm
videh have the greatest need for sclution, This geperalization is
subject to two qualifications: (a) The avallability of tecknisues
for the solution of a given problem. There is no point in posing
problems to sny profession 1f there ave no suitsble techniques
mﬂabh te atody 1t, (b} That management state its remirescnts

ferms so that careful planning can be employed in
ﬂminpdngmm&amm&n.

B. Possibls izess of Anplisaticn

In view of the wide ramge of the 1llustrative spplications listed
belew, it is emphasized that these are not neceasarily sveas in which psy-
cholpgists should be sctively participating in the Agenoy but cmly =ituations
in which psyehologiets could be employed, The aress are zivem to point out
mtmmsamum peychalogists most effectively in » lurge

m & ¢« This selection can be nega-
11 ‘ of certain kinds of individuale--

or it can be positive--seleotion for specifie Jobs among those
QIMMW The selectisn can be on a sereening basis op
a thorough-going nssessment basis, deponding on the type and
SW ef the job, Selection of individeals for superviscry
positions or for a special ecovert assigmment are illustratioms,

erteatation bort T CHAoreat Fros. Selootin tn fhat eitort 1s

made to find the best wmy or possible ways in utilising an in.
dividual rather than evaluating him aw.nat the requirements of
s partisular job,

dnals, The problems involved in merit
ting - ebmmbjmttoamatm

of vessareh by psyehologists end the solutian to these probleme

1s frequemtly aided by speeial prejects, By vhat provedures and

at vhat times should thes Judgment of supervisors be supplemented

vy peychological testing or assessment programs?

Jeation The complete procedures ife

; ing am stion of individvals for em-
plmtufﬁmimﬂudh%mlmﬁmdmwe@m
oan be evalmmted by special studies, Feychologists are gemerally
wall tratned in these recearch teclminues,

IR AT PIENT: AL
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e R e offioars 1n the significance of behavioral
u!mm:-iaﬁgs in evaluating potential sgents are two examplas,

6, Spepisl Lm_. T™hese could inelnde stulles of the
infinences of wsnagement policies on igeney activitiesz, develop-
mnt of progedures for assessing defectors, selection of men to
wtmahmhmwrmngafcemmj.m studies of
the statue of msrale and an analysis fartheman}wwmﬂ

poor morale—-these are 1llustrations of preblems to vhich psycho-
19&'1”1 techmiques oould apply.

In view of the extensive natamre of the above applications, It is
mﬁnmmmtthemmﬁﬂﬁummwhmmhgi@a’m
Wmhwlmmtmmtutm”thnmmnmﬁmaofw

dats, Osmerslly speaking, mansgement mast deoide vhether a problem is
pient importance for the spplication of limited psyehological re-

A. Belaticnablp xith Operational Fersoupel
It is recogrized that everyome desls with psychologieal problems,
A supervigor cvaluates or assesses his subordinates, relationship be-
tweon involves psyehologlcal problems, Vhat oan prw&da is
spee: imovledgs, concepts, and techniques to the solution of those probe

MMmmmémmﬁmm@mmtmmim@ofﬁm
and effort,

Since m&m}. or sgpervisory persomnel are cherged with responsi-
bilities for perfy .. they need some leewsy in carrying sut thelr re.
eponsibilities, ﬁew'ally zoaﬁng peychologlesl services should be provided
mam}ymmu, nm&oammﬁmm“uvmmmaé@t
the recommendntionz made, There might be ococasiomal exosptioms, Por le,
vhere & specisl mlutian procedure has been developed, cut~off scoyes could
conuelvably be established after eonsultation with the’ consumey; snd these
would be mandatory. Not only does the Agency profit more from use of |
gists in a staff capscity, but psychologists themselves funotion better in
staff than line capacities, adapiing mmmmmmmmbmm
mmi&wﬁmtmmtatasimm The philosophy here is one of
belping Agemoy pecple to do a better job, end not in any vay attempting to do
it for them,

In the intevents of wider operaticnal judgment to bear vhen
recomendations are not accepted by the immediate superviser, his decision
should be subject to review by the next higher supervisory level. The prinei.
pamummmwmmmwmmummmm
elose to the problem so that be is in a position to understand the yesson for
rejoction, Roview by a too remots individual all too easily becomes  matter
of desizion on the basis of a gemeral polisy rather than on the cpecifie cire
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B. Jslatlonehles with Othar Drofesslons

w There a;a tve professions with whioh psychologlsts ig’ any gumngy
come into automatic relationship: with psychiatey and perscanel. Ioth o
these sve dealirg with vhat may be termed e probloms, Concerpe
ing redationshdps with peychiatry, the primeiple that should sovern i a
cooperetive cnej Loth have something to contritute to the wnderstanding of
bumen behavior, The madionl porson, the peychiatrist, hos a very specilie
snd exelusive responaibility for evaluating mental 1llmess and for psychow
therapy. Peyohologlsts do emgage in psychotherapy, hut only under condi-
tims of elose collaboration with physicisms, Psyehologists, on the other
band, have, by virtue of theilr apecis] training and exparience in the field
of predicting bebhavior and sscomplishment, -nd their intensive consern with
the development of speelalized testing technigues, have cotablished & special
clain %o competenge in thic area. A comparison of the peychologieal litere-
ture with the psyehiatric will show the validity of this point. While each
profession has ile arca of special carpetence, as noted above, cech should be
permitied to contribute the probleme that are inmvolved in wnderstanding bumen
behavier., 4iny line drmwm bstuwesn functions of the two prefessiong mast be
arbitrary to some extent, .

The relatlomships with personnel arise from the fact that practi-
eally all persomnel problems are psychologlcal in mature, To repeat a point
made egrlier: this does not mean that psychologists should rerform perform
personssl functions. Thres points are, hovever, Implieds [ipst, where psy-
chalogieal techniques such as tests sre used, those vith special competence
and training in the use of these teehniques should review and contyol the pro-
fran, S gy vhare independent, professlonally contrelled testing programe
axist, a mechanisn need be sot Wp to fusure that there is no overlapping of
c:murs, ao interforemee of one progrem with the other, and no confusion caused
in the minde of those expored to the pregrems, ahdrd, psychological yesearch
Seclmiques can be utdlized as an ald In solving some of the probleme vith which
they ave partienlarly coneerned,

L G 3
SELEL

Sinoe psyehological services are conceived to be primarily advisory in nature;
logical teciniques can be used in all compomsnds of the Agenayy and
since problenr and needs change from time to time, the best placement of
peyehologizts iz oo one central staff from which services cen bLe provided ss
meeded, Xxperience har chown that prychological work is most effective in this
kind of an arramgemcnt, This syrengesent has seversl clear adventages: (1} In
the long ran, it & more economical, Fayohelogists are not brought abosr? and
dropped after their speeial usefulness has teen exploited for a particulsr puy-
pose, (2) It saves time. Dslsy in Nnmishing psyehological servicer 1= pot
caused by the need for seeking out end clear poople as each problem arises,
It iz adways avallsbls In a treined staff, (3) Career development of peyshelo-
glsts orn be memaged mot only to the advantage of their owm omreer deovelopment,

* SR Eed R
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but slso to make them useful to CIA in & wider variety of flelds, (4) It
makes for botter long-range plamming end consisteney in the application of
poychological techniques, It carmot be too strongly stressed that for some
problepe, consistency is more important than the particulsr proccdure adopled,

R e o B A N ¢
By i B
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